peEGis a : 
Approved For Release 2003/05/27 ; CIA- RF 00780RO@ ob f0036-8  ~C % 
vibe a Z sa 


a WEBER | pILe. 7 


DD/S 66-4429 


23 AUG 1966 : 
MEMORANDUM FOR: Deputy Director for support | 
SUBECT : Department of Defense Computex Institute (GODC7) ! 


1. In the interest of conserving your reading time, this repoxt —-1 | 
my attendance at the DODC] Senior Executive Course will be confined t 
conclusions and recommendations . 


2. I believe that all Office Heads and thei: Deputies in the Support 
Directorate should have this coucse or its equivalent. Certginly, 20 lee 
of an oxiemtation should be requixed for these officers. I would also strongly 
recommend that you take this course at some convenient time. 


3. The initial step in the development of a system must be the 
detexminstion by management of what management information it ccquitas. 
This theme was woven into nearly every presentation. Altogether too ote 
managers delegate this determination to techaiciaas and systems analytts . 
Tam efraid that ic what we are doing in allowing a systems enalysie greur 
tc make these determinations for the Suppoxt Directoxate, (n the othe: 
hand, we have at least recoguised the responsibility of xeeping these 
determinations out of the hands cf the techni¢ians (OCS), but we_must 


further and face oux own responsibilities. You will recal! that 

25X11 [ _ se to have given some thought to development of a m 

reporting system for the Support Directorate offices. Unfortunately, thin 
never sot very far. 


25X11) 


4, Several speakers stated thet “total systems” was o more than 
a cocktall pasty expression. Ne one had ever realized a tote! system are 
those that are still attempting to develop thie totality ave facing enorme 
prolems. According to Mr. Jobn T. Garrity of Me Kinsey and Compan, 
i is a mistake to try to lstroduce « totel system and that it should be byaxen 
up into menageeble and separate pieces in order to achieve worthwhile pogls. 
‘The alternative is to walt for yeers trying t develop utopie.. ‘ir. Garrity 
also had a good deal ta say about facing the moat important iseues first and | 
cited as an example the Coca Cola Company, which operates the largest 
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fleet of trucks in the world and cttempted to manage: thege trucks throu, } 
computers, but failed to recognize thet che real guts of the Caca Cala 
business is sales and sales advertising. Thie was sot subjected tc computer 
analysia until many other less traportant activities had been initiated. 
think It might be useful to list Mr. Gargity's main soints: 


a. Recognize management Improvement ag a Tequiremett 
on ite own merits and not expect management improvement to come 
a8 a by-product of automatic data procesein; by computers . 


b. The principal officer must be actively involved and 
personally willing to be involved in the devclopment of iis mana po- 
ment information syster. 


©. The totel management information system should be 
broken up iste its componeat paxta and menageable pieces imple- 
mented. These should be measurable ead defingble. In other 
words, it ie necessary tc avoid the dilemma of an air line whicl 
attempted to gain maxiraisa utilization of the 100 hours of flying 
time for stewamlesges pexr month by scheduling on 2 computer. 
In attempting to solve this, they were led into problems of train.ny, 
recruitment, scheduling of airplenes, maintenance, atc. As a 
result, they embarked on a total systems study which is still 
going on, but the problem of getting 100 hours of work for ICU 
hours of pay from the stewardesses has never been resolved. 


d. E is essential thet the system ic be implemented focus 
on the important problems, i.e., reel gut issues which in one 
iwdustry may be cost of rew meterials and in another it may be 
advertising. In most Government activities, planaing and decia.on- 
making are the gut issues. Control tnformetion such es we are 
prepently producing on the 501 has @ tendency to bog manageme t 
down and should be evoided. What we ere really looking for is 
performance information and this is sometimes difficult to define . 
k is, therefore, essentis] to assess your basic information reg:ire 
ments first rather than look at what is presently being done and trying 
to extrapolate from that the manavement Information which you can 
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@, The speed am! volume potentia! of the computer whi}. 
very impressive should not be the sole focus of the computer's 
utility. The computer sliould be looked on as @ tool for better 
information for planning and decision-maxing . 


3. Other impoxtant paxts of the course had to do with the selegtian 
of computers amd peripheral equipment such as readouts and input devicce . 
in dis connection, it would appear that the Coraress Incorporated approach 
to these questions is 2 good one. lam attachiny: a copy of tielx sroebuce . 
In essence, the Comress system uses a computer to evaluat« the needs of 
an organization for computers aad deseribes the job in terms of compater 
capability. Their final report insy be used as a statement of sperificetic: 
I recommend that the Executive Directoxr-Comptroiler consider Comrese, 
Inc. 


b. Finally, the course cave « cursory, although somewhat tine - 
consuming, introduction to the binary and octal numerical systems and 
their reletion to computers, as well ag the diagramming anc writing of 
computer programs. [ believe that it is essantia!l that managers undegatand 
the importance of software if they are to have effective systems for méaage- 
ment and dats processing . 


SIGNED Alan M. Warfield 


Alan i. Warfield 
Assistant Deputy Directox 
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